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MEMORANDUM FOR D/ DCYNIPE 
SUBJECT ' The Management Aspects of the {1s 


Coordination of the U. 5. Foreign Intell ger-- § Hart 
RELATED REFERFNCES& a. Memorandum from Cam. PFIAR te oC, 
dated $ June 1944, 
b. Memorandum from Mr. MeCeme te 
General Carter, dated 1i Juns | $<. 
c. Metserandum from Mr. Parroit to 
‘dx. Brose, dated 3 July 1944 
1. Im Reference a. tha }’FIAB provides a solid--base froin. waies tc 
make your own unilateral nttack on the DCI's Community manejreme st 
problem, and a a;ecific and high level requirement for information of 
the type and in the forin that he rejeires in order to make a meanine ful 
report to the F FIAB on these aapects of his coordination job. 
2. In Reference b. the OC] emphasizes the value of this annual 
report to the PFIAB as a means of acyuainting them with any 4eficie >cie : 
limitationa or conflicts of suthority and responsibility whica ishibiz tie 


DCI from carrying out the basic objective of his coordinaticn 202, Be: 


forth in the foreword to NSID Ne. tl: ‘The intelligemce effart is a 


national responsibility and rust be a0 organized and managed 25 to | xii... 


to the maximum the availabi« resources of the Gov. rarnent and to sa_inty 
the intelligence requirements of the Nationa! Securety Council and of the 
departments and agencies of the Government. ° 
a. With respect to soasible “conflicts of authority and resoe.sibl ., 
Iwould suggest that the CI and the Community are now faced ath, 
at worst a ‘conflict’, aad at least, an undesirable ancoordinated ani 
fostly duplication of affart by the BOB, the °FIAB, and in Pod, tre 
OSD, whe are all demanding voluminious information fr orm. t..2 Cefn 
munity. Only the DCL the man whom even the Chairman/i SLAB dees: hax 
as the Senicr Intelligence Officer of the Government, has s0 far :aiteé 
to demand any special veorts from the Community. In fabrsesgs ra 
BOB and the OSD, it must be noted that they now make a joirt ‘at:ac> 
oo the DOD intelligence community with varying degrees of partic ivat.::. 
by representatives of th: DCI, aad de make the resulting r¢corts 
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(CCP and Cl¥Y) ag sailabie to Rim. 

b. The latest ietter from Mr. Clifford makes it cleer that tie 
reports they have requested from Defense and State will not be “hae: 
avaliable to the DCL presumably, they have no objection ts hig sei: ; 
privy to the report mace te the Board by the CIA. The © F IAB Ui 
independently study these reports and Present their findings to se 
President. The DClLis apparently expected to report t) the Gourd 
on hia coordination provlens without knowledge of any relevand ‘se: 
or issues which State or Defense may raise in their reports to he 
Board. However, in tsia same letter, Mr. Clifford a: pears te 
suggest that the DCI develas, Ue the Beard, his own inde j-e nde at 
information rejctre-nents and lay them on the Ceramunity. ft i: na; ; 
to imagine a situation uore cendusive to compoanding the confur on 
that already exists within the Community with respect to tis OC's 
coordination role, capecially in the area of management. | beli-ve 
Te DCI can lick this problesn and propose a aolution further on + 
this paper. The gist of the idea is that he get in behinc the iror: lis- 
of the Comm@aity members and jein ferces with therm in their cs-. 
frontation with sucs outsiders as the PRIAB, BOB, ete., sid ge: tre: 
them the kind of operational infor maties that ie the foundation fo- thi: 


future programming and budgeting--in other words, he @eta the] cesit : 


wat 


with the mostest informatics. 

¢. The DCI also proposes that; sand Other staff a mks 
of the Beard confer fre uentiy with you and Kirk. In this connec: ice, 
would urge that the NIP 2 jtafi have ite own unilateral worlting ie -ai 
liaison with the Board's staff on matters which deal with Gonmuecity- 
wide problema and transcend those of any individual departiaie nt: r 
agency; in addition to the practical work-a-day values of gucs an 
arrangement, it would further strengthen the image of your staf as 
Fepresentatives of the DCL completely separated from his -sie 4. 


D/CLA, 
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3. As Tom Parrott points out in Reference c., we sheulé rec: ive 
the State, Defense and C1A reports te the PFIAB, not emly foc tacis iat: 
mation value;but, more isiportantly, because it is right and proper for | 
Senior Intelligence Officer of the Government to have them, unless we ++ 
te asaume that the “FIAB is in fact, the ~resident's 1G to which ths Cin . 
munity menibers may secretly repert their Stipes. Assuining the © C1 
does, and I believe he cas, convinea Mr. CHfferd that he shecid sapere t+ 
reports, we need e get then promptly so that we have suffleient thie t- 
study them. Assuming we did yet them on i October, a deadline of 
1§ Deconbet for the Camiaunity repert would be a bare minimucn 6: 
time to do a good job on then, ovem if they did, in fact, provide the <i: 
of ‘basic raw material” that we need; a prospect which, on tha basi. of 
past experience is higaly cnlikely. These reports will be unilateral :y 
prepared, uncoerdinated, and subject to the divergeat interpretatio: 4 o/ 
the report outline that usunlly sappens in such cases; for thes< reas ts, 
it ia doubtful that the data will be sufficiently comparable for us to : ate : 
the pieces and develop a mosaic that will enable the DCI te eobeerve ose 
true totality of our forsizn intelligence effort from the two basic OOF spec - 
tives common to any and all of ite perts: 

a. The Target Ceentry Perspective. 

b. The Intelligence System erspective. 

4. The Target Country ‘erspective (TCF) is essential to enabl: the 
DCI to determine whetier or not the U.S, foreign intelligence aifort <a 
properly balanced in terms of those nations! interests which are reli ied 
to this country's relations with a foreiim nations. The only justification 4 
Spending the taxpayer's mancy on & foreign intelligence effort is that its 
product is easential to enable this Gevernment to maintain et a) thin s tha 
posture vis-a-vis every foraign nation that is required for the protection i - 
our national interests. 

a From the DCIs Commrity-wide point of view, it ia not at a> 
sufficient for him te now merely how much money and mancywe- is 
invested in the collection of Jsolitical inforrnation, the production of 
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5. The Intelligence System Perapective (IT©) is essential for th De: 
to determine whether or nut the basic parts of the foreign intelligence eff: 


are properly mixed and balanced as a whole, or as applied te individu! 


countries or groups of countries. This effert must be lookec: at as a eyate ss 


which hae four basic parts ancl all must operate effactively for tie effi-rt 
to be succeaeful, they are: COLLECTION, COUNTERINTE! LAGE Ne , 


PRODUCTION and SUPFOR1T The first three are the cutting ecpes a the 


intel igence aystem and it is on these ironts only that you can wis or icse 


the game. (Counterinte ligawe, ay NSCID definition, includes the co izet. ; 


of information, the producties of n finished intelligence product, and ¢ ‘fens +; 


counteraction againat other intelligence services.) No intelligesce efi >et 
against any target country can be effective anless all three of these e1uctiag 
edges are present in the system and, in proper balance or 'suix™ - 

& Support involves a wiwle host of services, some are abseiutel. 
essential in all situation such as communications, others vary accords ng 
to circumstance. For instance, a good translation service may 3< a *.ust 
in one Case and unnecessary in anvther. Some support services can &- 
broken out on e target countr; basis, cthers cannot. However, atu 2Or ant 
as they are, none of the Juppart activities of amd by themselves, ccllet 
any information, produce apy finished intelligence, or counter tee inte 1i- 
gence activities of other countries. Even the most exotic and exiensive 
R&D projecta pay off only wits: ani if their breakthroc ghia car. ba effed ive! - 


exploited on one of the front lines of the intelligence uy stem. 


a. The bookteepcra cf tha Community, and rightly 0, ars iniere acc 


in getting at the total coat of the intelligence effort and tharafor ut ive i. 


allocate as much of the suport as they can to the cutting edge acti -itic: 
being supported; the pictt re of the effort thus portrayed in tt« various 


programs ami budgets in tue Community is fine for the bookreager. 94 


not worth a tinker's dam tuo the DCI whe must know how iauc® {| 


and material is directly end productively engaged im Colleetsas, #5 aduo is 


and Counterintelligerce, and snould know the same for Sudpor:. 
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7. Fer far too long it has been the practice in this Comraunity to cos. ILLEGIB 
sider the separate parts of the forgiga inte! ligerce effort indivigzally, 
ite totality. We must stop taibing abvut improving our collection + ffor ILLEGIB 


America for example and, instead, talk about improving our Inte!! 


Ta do thia, we must first hava a ceneus that will identify the tota! 
manpower and material devoted to each of the four main parts of the 3 ste: 
Cellection, Counterintelligence, i roduction, and Support, with initsal «ad 
primary attention to the firat toree. 
3. The DCI raust do what illiao: the Ceanqueror did in Bnglaad al a.2#- 
909 years ago; get up his own iJamesday Book fer this Comravait: Certai: - 
if William, under the conditians prevailing in his time, eould talic: a ce sus 
so complete that there was not one ox or one cow or one pig in al) Engisnd 
that was not put down in his record: John the Ceerdinator can takc a ce. sus 
that will not leave unrecorded one Collector, one Counterintelligescer, one 
Producer or one Supporter anywhere in this Community, at home cz ab- oad 
Paragraph 3c of N3CID Ne. | tives him the autherity to make suc: = ce :su4 
and the PFIAS requirement that he make an annual Community reoort d mad : 
that it be done now. Finally, let me Suggest to the reader that the oan: *Derresday 
Book” is no less appropriate for the Coordinater’s census than it waa fe- tt- aa 
Conqueror's--John, like Willera, will Spare none but judge all men wiecon| | 
9. Bits and pieces of the ty pe Of information required fer thin ceng :s 
are available in the Community. However, such information ts et avai abl 
in the program and budget doctsients that we have been working with up io n:. 
None of them are designed to ive the DCI the kind of information |. nee js; 
because most are deminated by other than intelligence consideraticss. 
a. The CIP, fer exareple, is designed to fit in with the avera’l 
programming and budget sy atem of the DOD and therefor is brolen 
out into ‘siements’ that Ht that system, rather than inte the basic 
parts of any intelligence systern. The net result is that the CIF dee. 


not provide a clear picture cf tha balance and mix ef the DOD foreig:: 
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effort on an overali besgis or frora a target country perapective. 

b. The CIA budget is strongly influenced by the Meceaaity tt mes 
the requirements of the ureau of the Budget and the Hill (objec. 
class data, etc.), ani by the desire of the Agency budgetedes to slit 
a8 much support (overhnaad) cost as they cum under one of the Ope rath a! 
rugs; this may be an admirable ebjective from a budget point of + iew 
but it has the leas deaizable effect of preventing the DOC! fgeen ge cing 
a clear view of the culting edges of the Agency's effort. 

c. The type of information tre DC] needs is now in the sand. of, 
or Can most readily be obtained by, the ‘operators who aze ind rec 
charge of the collection, counterintelligence, productior. and su 3) ort 

machinery within the Cemmunity. EB will be found, I believe. in sues 
decuments as DIA's collection plans, CIA's operational srojrara: anc 
projects, etc., not in the docaments produced by the progracime a are 


budgeteera. This, in fact, is a distinct advantage because 1 neeas ts © 


in taking our census we do not have to disturd these people :» the lon: . 


who are continually tied cp with the programming/budget cycic ari aa. 
little time or inclination to get up any special data not needed in t.sir 
regular wor’. 

d. Inthe DOD, for inatance, I selleve we should work direct:y we; 
the Collection Manaye:nent Officer under the Assistant Lirector (7 
Acquisition, with the lroducticn Management Staff of the Pe oduct: or 
Center, and with their closest counterparts in the fields of (Counte sinh: -: 
and Support. It ie recoga:. ed that in the DOD we have activities i-eciwe ¢ 
in the CIF that do not neatly fall irto one or more of the basic oar 3 0! 
an intelligence system as descrived above; Mapping and charting i: a 
case in point, but if it ia to be considered a part of the oversi! for: ign 
intelligence effort and subject to the coordination reaponsibwitv of the 
DCI then he rqust be in a position to observe it from an inteliigenc oo: . 


of view. 
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10. There is another »rosclen: witain tae Conununity which ius a> ire: : ILLEGIB 
bearin g on the DCTs ability wo coordinate it in terms of “manegin: | Pane 
intelligence effort as a national responsibility, and with primary e:npkssts = 
the intelligence objectives this ellert is supposed to achieve. 

a Increasingly over recent years the operating per scgiae! wi : in 

the Community have beer constantly on the defensive against t:e¢ FO3.. : ILLEGIB 

their countergarts wisin tue departments and agencies, wits their [ __—sd|LLEGIB 

in most cases, largei, in charge of the budgeteers within their o4) [__] 
zations who, lixe the BOB peaqple, seek to win browny poiata ky cu cin, 

and slashing at money ant -nasgower--and rightly s0, it is teeir je» 

“b. Ht ia net the primary job of the OCI to protect the fiscel int grt: 
ef the Govermauent, tiere are many dedicated to that cause. fie [2M s 
job is to develop, proacte and manage an overall intelligence sy stom 
that will ensure our national security, including the assurance that ve 
can protect all that the buigeteers have so industrioualy saves 
c. The DCL as tae senior intelligence officer of the Jovernias st 
must be in a position where he can honestly and wholehearted|: cefe=d, 
against all comers, whatever else, mix, balance and ampl yi ot o 
intelligence resources tae Comsaunity, in ite corporate judgrmme:t, « n- 
siders casential to achieve « fully effective foreign intelligence <f{far-. 
Te do this, he must have a thorough knowledge of the totality of 1« 
intelligence forces curreat)y in being, especially the cutting edges, 
and be in a position to intluance the future plans and proposals ci the 
Cemmunity merabers, priog to the imitiatien of the formal progra nit ng 
and budget cycle each year. Any disagreements between the Ev]! and the 
Cenununity, or among its r:embers, should be fought out withir the 
intelligence family alonc, a¢ that, tothe greatest extant, they tar pre ser 
s united front when the tirie cores to subject their proposals to the 
scrutiny of ‘outsiders, ratiuer than be individually chopped to pisces 


without benefit of any assistance from the DCL If the intelligence efé-rt 
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of the U.S. is a national responsibility then it should be nation ily 


@h inherent intie pr pas: 
outlined above, the nore practical cynic would probably cave th + te 
aay. The members of this so-called intelligence ‘“cor.munity’ ora. 


states-right minded that they vrill net joim forces, ever te cefen. 


ILLEGIB 


themselves; most of then are so low on the totem poles of theit rag... 


tive organizations that the corperate authority vested in them ot virs ; 


of their memberahi,y on the USIE is of little real value: within th« 
military, intelligence: a function of command and not wsubjecet ts 
outside ‘interference’, the CLA is a loose federation of fet cal linda 
who will wear no:riaa's collar; the N3CID's are acrapse of caser and 
the Cormmunity a i otes.iin Village. 

@. I would sugguet that coordination, like politics, ia the at ai 
the possible and that the best progress in this flelé wil! be maga Sy, 


those whoae motivating force is a nicely balanced blend of idealism. 


ILLEGIB 


to drive them to keep trying far the things they believe in, and | 


to curb their desiga to do too mach too seon. 


Al. At this point in time, let us start our community-wide cena a we : 


initial and limited objective: 


a. Identify the tots! nusiber and the location ef those ii. 3. parece 


£.2 


within the Intelligence Jomaunity, at home or abroad, wh: sre ‘ite - 


and productively engaged in cach of the following three basic car 3 
of the intelligence sy ates. 

(1) Collection 

(2) Counterinte! ligeace {including counterespionag<} 

(3) Freduction 


b. Bereak-out the iientified Collectors in accordance «ith th - 


type of collection activity in which they are engaged, i.e, wae of 2 -zna: 


resourcea (further orokan between overt and Clandestine), lM, 


ee 


firmed up after consultation with the ‘collection chiefs’ im fae Cg acwisjie. 
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The Producers would b¢ broker out in terrns of the finishes int: ili- 
gence product involved, i.c., political, economic, etc. 
c. For each targei country, determine the size and nature of 1: 

intelligence system tar etted against it, i.e., bow many %. 3. pergo-nei 

are directly and prodictively engaged in collection, counter inte ger o.: 

and production work against such country. 

i2. Upon completion 9{ the census identifying the U.S. perseni.} 
engaged in the cutting ecige carts of the intelligence system, th. nex: 
(second) phase would be ta ark out a method for identifying tat rarieri: 
which these personnel use tiemselves in carrying out their colectica, 51: 
duction and counterintelligence work, i.a, material easential to the job. 
be done. The next (third) shase would be to work out a system: for costi: 
in general terms. split- penny accuracy ie not necessary, dot) Cie roamii is 
and material that comprise these cutting edges of the intelligence syste-+ 
both in totality and on a target country basia. The final (fourth) oha.c. 
end this would be a coinplicated one, we would develop our cercus asd 
cost aystem for the Support area. including a method for icientifying the:: ILLEGIB 
support efforts that should properly be identified with the cutting ed: {a} | | 
supported because they would be unnecessary if there were no such acti: +a 
to be supported. The other product of this effort would be a cicar ke eatii - 
cation of those suport activities that are clearly across the board ¢:, 
program wide in CIA terms and thersfor affected by changes in tic total: 


of the intelligence effort being a.pperted rather than its indivichial girts 


SISUER 
25X1 
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